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-MEMORANDUM FOR: Executive Advisory Group Members
SUBJECT : Minutes of the 9 September 1976 Executive

Advisory Group Meeting

1. At the 9 September 1976 Executive Advisory Group (EAG)
meeting, Mr. Tavlor reviewed a short paper (EAG 7) vrepared
. by the Comptroller's office commenting on the activities of the
EAG to date. He solicited further thoughts from members with
respect to any asvect of the Group's performance. After a
discussion of a number of basic issues, Mr. Knoche asked that
certain changes in the timing of scheduled EAG sessions be made
{see revised agenda dated 13 September 1976). Specifically,
he asked that Mr. Stevens be prepared to make final recommendations
to the EAG with respect to organizational and other issues in
the production components by mid-November after the | 25X1
consultant report is available; he agreed to reschedule a pending
session on Agency personnel management; and he asked that a
second full session be scheduled to discuss the Clandestine
Corps about 1 October.

2. With respect to questions raised concerning the ade-
guacy of communications about the EAG and its activities,
Mr. ¥roche said that he had tasked Ms. Boatner of the Comptroller's
s:a:: to prepare a short booklet. for use by EAG members.following
the clanned Tuesday morning auditorium session. ’

3. Finally, Mr. Knoche reiterated that he would like
all wembers to consider additional questions for incorporation
into the Agency goals paper of 7 September. He asked that these
auzstions be supolied to Mr. Taylor by Wednesday, 15 September.
They will be used to generate additional EAG agenda items which
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can be structured to allow wider involvement of Agency Dersonnel
in discussions about basic issues.

James H, Taylor
Secretary
Executive Adsivory Group

cc: Ms, Boatner/
Mr. Waller
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{5 SEP 1976

Ererutive Repisity

g/ ARPEYA

NOTE FOR: Deputy Director of Central Intelligence

I have been intending for somé time to suggest to
you that we consider inviting a few outsiders, probably
from industry, to talk with the EAG from time to time about
how they plan for, wmonitor, and manage their programs.

I've asked Les and Sayre to make suggestions as to names.

Rosemarie called today to tell me that of ’ 25X1
25X1 . h [::::::::]had called you. If you are interested in pursu1ng |
;g% general idea, you might like to ask if he .. 25X1

would be willing--or could suggest someone better

k- eq§§pped--to meet with us at a mutually convenient time.
% ) ' 25X1

James H. Taylor
Comptroller

cc: DRI
DDSET
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7 SEP 1975
AGENCY GOALS - -

The following is a statement of eight goals agreéd to by EAG
members. It constitutes a statement of priority topics against -
which we hope to mske significant progress. Following each
goal is: 1) a series of cuestions illustrative of the kinds of
issues which the EAG will pursue in connection with that goal,
and 2) a statement of EAG ections underway or conteﬁplated

with resvect to that goal.

1. We must sharven our capabilities'to give vpolicy-makers

what they really need.

Some Initial Questions:
~—How can we improve our ability to understand consumer needs?
--How can we manade the Agency's production, processinq, and
collection activities to optimize our output?
_ —-What satellite and other systems will be required to meet our

intelligence needs in the 1980°s?

EAG 3/e

25X1
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-

——Given some'redefinition'of our missions and responsibiiities,
what oraganizational changes will be desirable to enhance our
ability to get the job done?

EAG Actions Underway or Contemolated: ‘

| —Mr. Stevens' vresentation to the EAG on orqanizational‘and
other changes in the production world has this goal as a
central themre.

—We have reviewed the planned reorganizatibn of the DO staff
structure and have had an initial discussion of the Clandestine
Corps concent.

—The SIGINT study group is considering organizational and other

25X1 changes related to and ORL.

¢ —Though not yet scheduled, Mr. Dirks has expressed interest
in discussing with the EAG issues surrounding CIA's participation
in national programs.

2. Ve must better define and articulate the responsibilities

of the Agency in the wake of outside investigations, revised

Y .

ocuidelines, the new Community management resvonsibilities of .

the DCY, and changing perceptions.

Some Initial Questions:

—What should be the Agency role in SIGINT programs?

2
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25X1
—What is the vroper scope and enmphasis of our substantive
product? Should we search for better ways to enhance the
analytic component of our product poésibly at the expense
of our current intelligence cavabilities? t
' 25X1

—How can our support apoaratus best assist a changing Agency
do its job?

—What is the future for CIA's fole in managing large national
reconnaissanqe programs?

. —What aré the prospects for covert actions over the next five
years? Define the extent and nature of coveft action
cavabilities to be maintained by CIA.

—-How can we sharpen CIA counterintelligence fCI} cavacity and
to what extent should we develoo new collab;rative'bI B .
afranqements with other departments and agencies?

EAG Actions Underway or Contemplated:

25X1 - - SIGINT Task Force was formed and has discussed
with the EAG a CIA resoonse to the House SIGINT study.
But the longer term objective of this group's activity

is to redefine the Agency's role in SIGINT.
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3.- We must establish an Agency management process that will

enable us to coordinate and inteqrate activities of all directorates

end make effective plans for the future.

Some Initial Ouestions:
—How can we get a common focus throuchout the Agency on wriority
problems?
—How can we make the best decisions about investments in future
~capabilities?
——How can we guarantee that important projects which reouire
~ the cooperation of various Agency commonents receive the
management attention thev deserve?
FEAG.Actions Underway or Contemolated:
—-The EAG, itself, has been established.
25)&1 ~|:| discussed selected joint DDO and DDS&T technical
operations in the FAG meeting on 17 August 1976. We will
meet again about 30 September to discuss further the importance

of these activities and possible future management arrange-
) _

4 -

ments for them.
—-Mr. Dirks reviewed for the EAG the Agency's overall R&D
proaram with sttention to the mechanisms which exist to

consider customer requirements in the face of scarce resources.

Approved For Release 2007(317{?:7! TQIA-RE 467A001100170021-9
UMD i



r-.
Approved FaglRelease 2007IQ1Q R"E}F‘!lmotfﬂAom 100170021-9

~-Mr. Wells has been tasked to present to the EAG his views
on the adeouacy of the arrangements by which we decide on
S&T technical support for the DDO.
~-The Comptroller has been tasked to suggest ways we can improve

Agency-level vlannina.

4, We must re-examine our allocation of resources and insure

that we are spending cur money and using our veovle in the right way.

Scme Initial Questions:

—What evaluation technicues can we bring to bear on the always
difficult question of resource allocation?

——How will some refocusing of our resvonsibilities affect
our allocation of resources?

EAG Actions Underway or Contemplated:

--We have reviéWed the Agency's probosed 1978 Ppoqram'and agreed
to certaig_steos which should improve our ability to make
decisions on the 1979 Program next July.

~—Thé Comotroller has been tasked to suggest yaysvwe can imorove
Agency-level planning prior to development By‘the éirecﬁofates
of the 1979 budaet. | |

—We haove reviewed and validated the Agencv's exploratory

R&D program carried out by ORD.
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5. ‘ﬁé must establish relationshivs of mutual confidence with both

Executive and legislative oversight organs and at the same time

continue to develop public understanding and support of American

intelliacence.

Some Initial Questions:
—What further steps can we take to indrease Coanessional
and vublic support for our missions? |
—How can we serve both the President and the Congress vwhen
they often have differing objectives? \
—How can we get key Congressmen to understand and suuport our
budget?
EAG Actions Underway or Contemplated:
~-We have through OLC, personal efforts of the DCI and DDCI,
and elseWhere'bequn to make a dent in this problem particuiarky
with the Senate intelligence committee.
—~The EAG hé;.scheduled a review of the current staﬁe_of our

Congressional relationshios and our mechanisms for handling
13 .

[

them.

-

6. We must strenagthen our command and control mechanisms to insure

that we are protected from improprieties.

Some Initial Questions:
—How can the inherent creativity of our people be enhanced
while 211 of us are assured of the leqgality and propriety

of our actions?

Approved For Release 2007/01/17 CIA-RDP79M00467A001100170021-9

CONFIDENTIAL



_ AT
. CONFIDENTIAL
Approved FegRelease 2007 ! -RDP79M0046¥A001100170021-9

—-Vhat combination.of requlations and duidance, inspection by
the IG, review by OGC, revorting procedures, and management
review will orotect our intearity without degrading our
effectiveness?

EAG Actions Underway or Contemplated:

—-The EAC has reviewed and anproved the-IG's provosed short—term
inspection plans. _

~-Mr. Lapham has been tasked to revort to the FAG on the state’
of guidance to employees with respect to legalities and

proorieties.

7. We must find ways to reconcile our needs for security with the

needs of those who use the information we produce.

Some Initial Questions:

—what actions can we take to enhance the possibilities for
Conaressional acceptance of irprovements in the law with
resvect tdffhe protection of sources and methods?  What
steps cén we take short of this to improve our capabilities

in this area? ¢

—What actions can we take to vroduce credible finished
intelligence—without revealing sources and methods—in
order to make the vroduct more widely available?

FAG Actions Underway oxr Contemplated:

—None yet scheduled.
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8. We must urdate aﬁd ungrade our versonnel practices for the

benefit of the Aaency, its emoloyees, and applicants for employment.
Some Initial Questions: |
-—How can we improve career develovment opooftunities for our
veople?
—-How can we imorove our vwerformance wifh respect to ecual
Qpportunity?
—~How can we give greater recognition to sunericr in6iv&dua1
per formance? |
—How can we help create a versatile cadre of people with
significant experience in all directorates?
—What can be done to give life to our "sevaration—-out™ program
to ensure the_continued vitality of our workforce?
EAG Actions ﬁnderway or Contempiated:
 —-Mr. Blake has been tasked to make recormendations on these
and other, related cquestions with resvect to personnel management.

We will receive his report and recommendations in Cctober.
t .

.

~The DDCI has avporoved proposed changes improving adéountability

for EBEOQ performance in the directorates.

8
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Attached is a final draft on '"CIA
Coals" for discussion in the EAG this
afternoon. Based on comments from some of
you on the draft circulated Monday, the
order of the goals has been slightly
adjusted, and new sections posing a few
provocative questions with respect to each
goal have been added. The paper as
written is in effect now a more refined
and focused distillation of several of the
papers we considered when the EAG was
established. As such, it should be help-
ful to us as we develop and pursue
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articulated. It also can serve as a

basis for wider discussion with

employees as to what we have domne /

and will be doing. : :
: o i = JHT
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ACENCY GOALS

The following is a2 statement of nine goals agreed to by
EAG members. It constitutes a statement of vriority topics
acainst which we hove to make significant vrogress. Following
each goal is a series of cuestions illustrative of the kinds
of issues which the EAG will wish to pursue in connection with
that goal. In addition, there is a statement of EAG actions
underwav or contemplated with resvect to each goal.

76-1277

(IU 1l } e e e 2

1. Continued attention to the develooment of capabilities to provide

national intellicence information on future lntelligence needs
critical to the survivability of the United States.

Some Initial Questions:

~-What future satellite systems will be required to meet our
intelligence needs in the 1980's?

~—How can we improve our ability to understand consumer needs
and manage the Agency's production, processing, and collection
activities to optimize our output?

EAG Actions Underwav or Contemplated: 2

—Mr. Stevens' presentation to the EAG on organizaetional chanaes
in the production world has this goal as a central thewe.

~=Though not vet formally scheduled, Mr. Dirks has cxoressed
interest in discussing with the FAG issues surrounding CIA's
marticivation in national nroarams.

2. Arhlovoment of hetter definition and articulation of the wis Sng
apﬂ resoonsibilities for which the Acency should be re »sponsible

———

(DL ST £ E-Ro -
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in the wake of outside investiaations, revised quidelines, and the

new Community manaqement responsibilities of the DCI.

Some Initial Ouestions:

—What should be the Aadency role in SIGINT programs aiven the
House Avpropriations Committee staff report concernina trans—
fer of these activities to the National Security Agency?

25X1

—-What is the vproper scope and emohasis of our substantive
product? Should we search for better ways to enhance the
analvtic component of our nroduct possibly at the expense
of our current intelligence copabilities?

~-How can our support amparatus best assist a changing Agency
do its job?

~-What is the future for CIA's role in managina larce national
programs?

EAG Actions Underway or Contemplated:

[T discussed selected joint DDO and DDS&T technical
ooerations in the EAG weetina on 17 August 1976. We will
meet acain about 30 September to discuss further the
importance of these activities and 00531blo future management
arrangements for them. .

SIGINT Task Force was formed and has met with the
FAG to discuss a draft resvonse to the House SIGINT study.
The longer term objective of this aroup's activity, however,
is to redefine the Adency's role in SIGINT.

—-Je have reviewed and validated the Agency's exoloratory
R&D nrogram carried out by ORD.

—-We have had vreliminary conversation with the DDI on oraaniza—

tional and other changes in the production world.

Approved For Release 2007/01/1 7(”' aC}‘A=R 9M00467A001100170021-9
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3. Oroanization of the Agency to accomplish these newly redefined
missTons and responsibilities.

Some Initial Questions:

—Given some redefinition of our missions and responsibilities,
what organizational chanaes, if any, will be desirable to
enhance our ability to get the -job done?

FAG Actions Underway or Contemplated:

—-We have reviewed the planned reoraanization of the DDO
staff structure and have had an initial discussion of the
Clandestine Corps concept.

—We had a preliminary discussion on a nossible DDI reorganization.

——The SIGINT study group is likely to recommend organizational

chances related to[__________ |and OFL.

—The inouiry into Agency personnel management arrangements
(discussed below) will include discussion of the function of,
and the organizational location of all or part of the Office
of Personnel.

4. Establishment of an overall Adency management wrocess which
vrovides for effectlve Coordination of related activities 1in
diFferent directorates and for effective planning in related areas.

Some Initial Cuestions: ;

LS

——How can we improve our plannina with respect to the use of
increasingly scarce resources?

--How can we guarantee that imcortant projects which require
the cooperation of various Acency comoonents receive the
management attention they deserve?

FAG Actions Underway or Contemwolated:

~-The EAG, itself, has been established.

Approved For Release 2007/01/1 iﬁi@@%é}9M00467A001 100170021-9
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-—~Mr. Dirks reviewed for the EAG the Agency's overall R&D
orogram with attention to the mechanisms which exist to
consider customer recuirements in the face of scarce resources.

—-Mr. Wells has heen tasked to present to the EAG his views
on the adecuacv of the arranaements bv which we decide on
$&T technical supovort for the DRO.

—The Comptroller has been tasked to sugaest ways we can improve
Agency-level planning.

5. Achievement of a balanced allocation of resources to supoort
Agencv functions.

Some Iritial Questions:

—What evaluation technicues can we brina to bear on the always
difficult cuestion of resource allocation?

~-How will some refocusing of our responsibilities affect
our sllocation of resources?

FAG Actions Underwav or Contemmlated:

--We have reviewed the Adency's provosed 1978 Program and agreed
to certain steps which should imorcve our ability to make
decisions on the 1979 Proaram next July.

~~The Comotroller has been tasked to suqgest ways we can
improve Rgency-level planning orior to development by the
directorates of the 1979 budget.

6. FEstablishment of relationships of mutual confidence with both
Executive and Leqgislative oversight organs. !

&

Somre Initial Questions:

—Jhat further steps must we take to increase Congressional and
public supoort for our missions?

EAG Actions Underway or Contemplated:
—-We have throuah OLC, versonal efforts of the DCI and DDCI,

and elsewhere beaun to make a dent in this vroblem particularly
with the Senate intellicence committee.

IS
#

57Ny ey
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—-Mr. ¥noche has asked that we find a way to review the current
state of our Conaressional relationships and our mechenisms
for handling them in the EAG.

7. Reinforcement and strenathenina of cowmand and control mechanisms
ro incure adainst i1lleaal or imoroner conduct.

Some Initial Questions:

—How can the inherent creativity of our veople be erhanced
while management is assured of the leaality and propriety

of our actions?

—~—What combination of reaqulations and guidance, inspection
by the IG, review by OGC, reporting procedures, and management
review will orotect our integrity without destroying our
effectiveness?

FAG Actions Underway or Contemnlated:

--The FAG has reviewed and amproved the IG's proposed short-term
insnection plans.

—-Mr. Lapham has been tasked to rerort to the EAG on the state
of guidance to emoloyees with respect to legalities and
nrovrieties.

8. FEstablishment of a mechanism for and implementation of vronressive
personnel vractices for the benefit of all Agency emplovees and
aovplicants for emloyment.

Some Initial Ouestions:
—~-How can we improve career development opportunities’ for our
neonle, improve our performance with resoect to ecual opportunity,
and give greater recoqnition to suverior individual verformance?

FAG Actions Underwav or Contemplated:

i
!

Mr. Bleke has been tasked to re—examine the relative resvon—
sibilities of the directorates and the Cffice of Persomnel
with respect to versonnel management. We will receive his
report and recommendations in October.

-~The DDCI has apnroved nrovosed changes improving accountability
For FEO verformance in the directorates.
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9. Improvement in the security protection of intelligence sources
and methods.,

Sone Initial Questiong:

—-What actions can we take to enhance the possibilities for
Conaressional acceptance of improvements in the law with
resnect to the protection of sources and methods? What
steps can we take short of this to imnrove our capabilities
in this area?

EAG Actions Underway or Contemnlated:

—-None yet scheduled.
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NCTE FOF: Executive Advisory Group Members

SNRJECT : Agency Goals

Bere is another cut at the aozls vroblem. It is in two
parts. The first part is a memo from the DDCI to EAG members
and consists of nine proposed goals. They are "change oriented"
in the sense that implicit in them is the feeling that we plan
to move from where we are to someplace new. These goals can
be used by us to communicate our views on where we are going .
to emoloyees. They are also benchmarks we can use in the EAG
to examine whether what we are doing, week by week, is taking

~us wvhere we want to go.

The second part of the paper is 2 relisting of these sare
goals together with a few words on what we are already doing or
what we vlan to do with respect to each of them. I think it
can be said that we have made at least a constructive beainning
on nearly all of them, but this approach also sugoests some of the
gaps. Note also that several of the topics we are exploring in
the EAG impact on more than ohe goal.

-

I suggest that we have one more conversation in the EAG

to accept revisions in and get agreement on these suqgaested coals.

Further, I suggest that the Comptroller be tasked to take the

lead in an early EAG session at which we review what we have

done to date, listen to-suqaestions for improvement, and generally
take stock.

James H.. Taylor
Secretary
Executive Advisory Groun

Attachments

25X1

25X1

As Stated

; Al wpnsm Qv—n‘qr«--‘ .
EEDEE N : '
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MEMORANDUM FOR: Executive Advisory Group Members
SUBJECT : Aaency_Goals
1. The folléwinq.is a brief statementvof our vrimary goals.
—Achievement of better definition and articulation
of the missions and responsibilities for which the»
Agency should be resvonsible in the wake of outside
investiaations, revised auidelines, and the new
Cormunity management respoﬁsibilities of the DCi,f
-—Orqanizatiéh of the Agency to accomplish these missions
. and responsibilities. |
—Establishment of an overall Ageﬁéy management: process
which provides for effective coordinétion of related

activities in different directorates and for effective

-

planning in selected areas.

~—Achievement of a balanced allocation of resources to
suovort Bgency functions.

—~Continued attention to the development of canabilities

tc provide national intelligence information, responsive
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to customer needs, on future intelligence needs critical
to the survivability of the United States.
—Establishment of relationshins of mutval confidence
with both Executive and Legislative oversiéht organs..
—Reinforcement and strengthenina of comrand and control
mechanisms to insure against illegal or improper conduct:.
~—Establishment of a mechanism for and implementation
of ordgressive personnel practices for the beaefit
of all Agency employees and apolicants for employment:.
-—Improvement in the security protection of intelliéence
sources and methods. | |
2. 'The sbove nine qoals will form the framework For the
assignment of specific tasks desianed to furthgr the accomplishment:
of these goals. ;Attached is a list of items airéady covered or
planned for future FAG review which will contribute to the

achieverent of these objectives. I welcome further thoughts you

mav have.
E. H. Knoche
Deputy Director of Central Intelligence
Attachment:
As Stated
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PROGRESS AGAINST GOALS

Achievement of better definition and articulation of the missions
and responsibilities for which the Zqgency should be resoonsible
in the wake of outside investigations, revised quidelines, and the
new Community management resovonsibilities of the DCL.

EAG Actions Underway or Contemplated: _
25X1 ' '—l:ldiscussed selected joint DDO and DDSST technical
-overations in the EAG meeting on 17 Bugust 1976. We will
meet atjain about 30 Sentember to discuss further the isportance
of these activities and vnssible future manéqement arrange~
- ments for them. |
25X1 DIGM Task Force was formed and has met with the
k EAG tb diééuss a draft response to the House SIGINT
stuéy; The longer term objective of this group’s aétivity,
howevef, is to redefine the Aqency's role in SIGINT.
—We have reviewed. and validated the Agency's exploratory
R&D program carried out by ORD. -
~——We have had preliminary conversation with the DDI on

organizational and other changes in the production world.

25X1
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Oraanization of the Agency to accomolish these missions and
resvonsibilities.

EAG Actions Underway or Contemnlated:

——We will shortly consider the plamned reorganization of

the DD staff structure.

—We had a preliminary discussion on proposed NI reorganization. .

—7The SIGINT study group is likely to recommend organizat:ional

chanaes related to and OEL.

—~-The inocuiry into Agency personnel management arrangemerts
(éiscussed below) wili include discussion of the organizational
location of all or part of the Office of Persormel.

.'Establishment of an overall Aqéncv manaqgement process which

- provides for effective coordination of related activities in
different directorates and for effective planning in relatéET

areas. ’

EAG Actions ﬁhderway or Contermlated:
unhe:hAG, itself, has been established.-
—Mr. Wells has been tasked to vresent to the EAG his views

on the adequaéy of the arrangements by vhich we decide

on S&T technical surrort for the DDO. -
——The Comptroller has been tasked to suggest ways we can

imorove Agency-level vlanning.

2
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Achievement of a balanced allocation of resources to support
Agency functions.

'EAG Actions Underway or Contemolated:

~-We have reviewed the Agency's proposed 1978 Program and
agreed to certain steps which should improve our ability
to make decisions on the 1979 Proqram next July@

—The Comptroller has been tasked to suggest ways we can
improve aAgency-level planning vrior to dévelopment:by
the directorates of the 1979 budget.

Continued attention to the development'of capabiiities

to provide national intelliacence information on future

intelligence needs critical to the survivability
of  the United States.

EAG Actions Underway or Contemplated:

~—Mr. Stevens' presentation to the EAG on organizational

changes in the production world has this—qoal as a central

theme. L ST

>

Establishment of relationshivs of mutual confidence with both
Executive and Leqislative oversight organs.

EAG Actlons Underway or Contewnlated-

Pl

—We have through OLC, personal efForts of the PCI and -
DDCI, end elsewhere bequn to make a dent in this problem
particularly with the Senate intelligence committee.

—Mr. Knoche has asked that we find a way to review the

current state of our Congressional relationships and our

rechanisms for handling them in the EAG.
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Reinforcement and strenathening of command and control mechanisms
to insure against illegal or improver conduct.

EAG Actions Underway of Contenplated: ‘
—~The EAG has reviewed the IG's provosed short-term inspection
plans. .
—WMr, Labham has been tasked to report to the EAG on the
state of guidance to employees with respect to léqalities
and proprieties. )
Establishment of a mechanismvfor andzimplementation of progressive

pexrsonnel practices for the bnnéfTﬁ of all Agency emoloyees and
applicants for emolovrrent°

- EAG Actlons Underway or Contemnlated.
~Mr, Blaxe has been tasked to re-examine the relative re—
sponsibilities of the directorates and the Cffice of
Personnel with respect to personnel manzaement. We will
receive his revort and recommendatlons in Cctober.
~—mhe DDCI has avproved prooosed changes improving accountabx]lty
for EEO pnrformance in the directorates.

Improvement in the securltv protecticn of 1nte1130ence sSoUrces
and rathods. . , T T S

EAG Actions Underway or Contemplated:

—--Yone at this time.
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REMARKS ¢

For the 23 August EAG meeting.
N
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23 AuG 1978
Goals

Complete by 1 January 1977 a review of CIA missions and
responsibilities compatible with terms of E.O. 11905, with
such other guidelines as may be developed between now and January,
and with prospects, as can be divined, growing out of American
election results in 1976, such review to:

- Define and adjust Agency roles and missions in the
light of the intensified DCI function as Community arbiter
and his continuation as head of CIA.

- Advise on Agency common-concern functions. Should
they be expanded? Do we reassign to others some of our
work, such as SIGINT, reconnaissance, large-scale RED,
large-scale paramilitary?

- Identify the proper role of the CIA Station Chief.
Is he best deployed as DCI or CIA representative?

- Define and adjust the role of the General and
legislative Counsels and ways in which the DCI, the
Agency and the Intelligence Commmity Staff can best be
served in these areas?

- Define the prospects for covert actions (psychological,
political and paramilitary) over the next five years as a
means of determining the extent and nature of covert action
capacities to be maintained by the CIA. (Identify those
covert action responsibilities which can or should be handed
off to other departments of the government.) :
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Goal

——————

Complete by 1 January 1977 a review of means to improve the
intelligence product in keeping with the basic objective of pro-
viding our consumers with the most relevant, timely and accurate
product possible to provide, such review to include:

- The kind of organization, resources, equipment and talent
required to improve interdisciplinary intelligence analysis
and production, starting with the Soviet Union and China.

- The resources, pi‘ocesses and equipment required to
permit multi-media presentation of intelligence products.

Approved For Release 2007¢if 765D P79M00467A001100170021-9



CONFIDENTIAL
"Approved FogRelease 2007/01/17 : CIA-RDP79M004g§4A001100170021-9

Goal

to:

To create by 1 March 1977 a planning and evaluation capacity

- Set goals and objectives based on our estimate
of future international prospects.

- Fix strategies and tlmetables for reaching the
goals and objectives.

- Evaluate performance of Agency activities and
components and recommend improvements.

- Provide the basis for a balanced allocation of
resources among Agency functions in collection; processing,
analysis and production as well as in administrative
support, RGD and covert action.

- Identify needs for new programs and suggest termination
of those that outlived usefulness.

- Affimm current organizational arrangements or identify
new ones.
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Goal

Review and identify by 1 January 1977 the ways and means to
insure effective oversight of all Agency activities to guard against

the illegal, the improper, and questionable and the inefficient, such
‘review to: '

- Advise on the proper size and missions of the office
of General Counsel and the Inspector General.

. b . . .
- Advise on ways to enhance oversight and inspection

without unnecessarily lessening our traditional flexibility
and creativity.

- Advise on the general nature of arrangements best made
to interrelate Agency oversight with that of the Executive
(the IOB) and the Congress (select Committees).

»
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Goal

Complete by 1 March 1977 a review of Agency space utilization
to provide a means to:

- Insure the most efficient possibie use of space.

- Advise on which components are most required in
Headquarters space and which can (though at a price)
be deployed in out51de space.

- Begin planning for construction at Langley of new
buildings to meet the needs of the 1980's.
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Goal
To develop by 1 January 1977 a personnel management system -
with the following strengths:

- The setting of wniform standards throughout the
Agency with regard to hiring, training, and promoting
of our persomnel, with a corresponding need to have an
effective "up-or-out' system as well. The objective
is excellence of our persomnel and excellence in the
personnel management System.

- The identification of at least 200 "Key Assignments"
within the Agency and top-level Agency leadership attention
to the preparation and assignment of officers to those
posts. This will include, of necessity, top-level attention
to the need for rotation within and among Directorates.

- The establishment of ways and means to insure improved
performance in reaching EEO goals.

~ An ability to make informed judgments on the proper

mix and balance of persomnel - specialist, generallst
clerical, et al.-- among components.
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STATEMFNT OF AGENCY GOALS forcqa7e |

A statement of Agency Goals is governed essentially by the
point from which these aoals are mentally viewed - the perspective.
An eaually important factor or determinant is the force which drives
the search for these goals.

In the first instance, the Central Intelligence Agency should
be concerned above all else with how well it can provide the recuired
national intelligence information to the President and the policymakers
of the United States Government to insure the survival of the United States
in an aae of ultimate weapons, exponential vopulation growth and
shrinking resources. The perspective which shapes the primary set
of Agency goals is one of service ~ a service organization satisfying
the needs of its national customers.

The survivability of the United States and its system of government -
the preservation of its philosovhical and spiritusl values and the
pérpetuetlon of the symbol it represents to the freedom—loving and seeking
peoples of the world — become the driving forces or the determinant behind
a definition of the goals the Agency should establish as its current
priorities. |

With these governing princivles in mind, the task of establishing
goals boils down to a statement of what do we have to do and what do we
need to do it. One approach to the solution of this task is perhgps found
in the avplication of the zero-base budget concept. We start with a
statement of what resources—--men, money or machines-— are required

to produce this vital int@lliqence information. The process of identifying
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the successive layers of national intelligence critical to our survival
should continue with a varallel identification of the requisite resources.
The above described process establishes the framework for the

first goal-—the articulation of a current statement of the roles and

missions for which the Agency should be responsible in terms directly

related to a grid overlay of the essential elements of world dynamics.

From tﬁis matrix flows a logical succession of objectives, targets
and tasks ranaing from estimating future international orospects and
problems to fixing strategies and timetables for aéhieving each stage
of achievement.

The next goal is a direct consegquence of the above process-—the

organization or reorganization of the Agency to produce this intelligence.

This means no more than the fact that we should configure ourselves,
internally and as we interface with the community, to ensure our resources
are properly apportioned among the multiple functions required to produce
national intelligence. The term produce embodies the functions of
collection, processing, analysis, evaluation and publication. It is from
an examination of these functions that a series of goals come into sharper
focus. Viewed against a current statement of the roles and missiohs of
the Agency directly related to the essential elements of current and future
world dynamics, we are able to nake with reasonable precision the net
judoments and tradeoffs among the three main elements of collection -
SIGINT, HUMINT, and Reconnaissence. A third and primary goal, then,

hecomes the optimum use and balance of the three main elements of

collection, SIGINT, HUMINT and Reconnaissance.

The demand for timeliness and accuracy in processing intelligence

2
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information in an ICBM world is manifest. The capacity to collect
intelligence information has outstripped the capvacity to process it.

The "Rob Cratchett” of the intelligence business is no longer capable

of absorbing and digesting the enormous volume of data and processing
it into immediately useable form. We possessed, before the fact, all
the evidence that was necessary to inform the policymakers of the Soviet
intent to invade Czechoslovakia. It was not processed into useable form

until after'the event took place. The continued development of automatic

and machine-assisted systems capable of processing and translating

raw intelligence data into a form immediately useable by the analyst

and the policymaker is a fourth and primary goal.

The problem of taking this mass of intelligence data and information,
separating it into less complex elements and examining its relationship
to the critical issues and cuestions of the policymakers is an indispensable

element of the production process. The development of the kind of

organization with the resources and processes to provide interdisciplinary

analytic capacity is a fifth primary goal.

A key element in the production of intelligence is evaluation.
The Agency, properly, is not its own consumer; we are interested in the
end-user. We produce intelligence to assist policymakers to identify,
understand and cope with localized or general international crises.
We produce intelligence to enable policymakers and strategists to detect
and assess the significance of the develovment and déployment of advanced
weapons systems., We produce intelligence to predict or expose hostile
political, economic or military stratagems. Whether this intelligence

catisfies the needs of the customer - is useful, significant, in the

depth and of the quality required — drives the collection process.

3 T v oy
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To improve the evaluative and assessment nrocess to insure that

customer recuirements are dictating resource allocations is a sixth
and nrimary goal. |
The product of the Agency is intelligence reports in a variety
of forms and formats. The content, organization and packaging of
this product is of special immortance if it is to be resvonsive to
the selective audience we have. TIts total effect must be one of
indisvensibility, accuracy, credibility, clarity, and comorehensibility.
The total impact of the Agency's vroduct must be, in a word, synergistic.

The goal becomes the development of improved processes and equipment

for multi-media presentation of the Agency's intelligence product.

Havina talked about our primary goals - the substantive role and
mission of the Agency, its organization and function — from one perspective,
we might shift our mental observation pointAand look at the Agency from
the perspective of thoseA- some, our severest critics - who are on the
outside looking in. This perspective suggests another but important set

of goals. We must re-establish our credibility. Our demonstrated standards

of inteqrity, courage of convictions, extracrdinary bravery, selflessness,
dedication to duty, dependability and oride of service to our God, our
country and our government must remain unassailable. Our foibles, the
aberrations from the overwhelmina corsistency of our adherence to

principle - have been both vroperly and imoroverly exnosed and exploited
devendina on the motives of the adversary. Our standard must remain high.
Tt must be a source of vride for ourselves and for those we serve. We need,
therefore, to address several aspects of this problem. The first is to

establish a relationshiv of uncualified mutual confidence with both executive

... 4
SEGRRE
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and legislative oversight oraans. The second step is a corollary

but absolutely essential element. We need to reinforce and strengthen

the command and control mechanisms in the Agency which insure the existence

of a process which will identifv vroblems of legality or propriety and

insure that any such problems are expeditiously brought to the attention

of the senior managers of the Agency.

The hallmark of an intelligence service historically was its
‘anonymity. In today's world, very few if any intelligence services
have preserved this attribute. To be arcane is, ipso faéto, evil.
The essentiality of an intelligence service as the first line of defense -
the vanquard - the anonymous and unheralded heroes — all of these
connations have been badly sullied in the public guest for purgation.

There is a need, therefore, to establish in the minds of those who count -

the greater majority of the American people — the proper  and true image

of the Agency. There are several key segments of the American society

who are the opinion-makers. Academia, the clergy, politicians, the
business establishment, labor organizations, journalist associations
are among these and offer forums for accomplishing this goal.

Changing our vantage point once again and viewing the problem of
goals from the perspective of the Directorate level, but in context
with our set of orimary goals, a number of areas suggest themselves
as ones wherein improvement can be made.

Have we established strinqent'criteria for determining the priority
of colleétion recuirements? Have these criteria been systematically and
comprehensively applied to each collection activity being undertaken and
implemented by the Agency? Have these collection activities been

priokitized and the allocation of resources - money, veople and machines -
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éeen aéﬁortioned accordinély or not at 211? Have we critically and
comprehensively examined onaoina collection activities for termination?
Have we critically éxamined the covert action role of the Agency?
Is the track record of éccomplishment commensufate with the resources
which have been exvended?

Have we established a similar set of criteria to test the validity,
scove and pertinency of the Aagency's RD&E investment? Have we examined
in each case what recuirement drives the research being undertaken? Have.
we ensured that there is no internal or external duplication? Have we-
ensured that those components with the createst reservoir of expertise
are seized with the responsibility of the reseérch and development? Have
we prioritized the total research and development projects and activities
and spplied riaid standards of applicability to the situation tﬁey are
intended to serve? Have we looked far enouch ahead into the future to
ensure our survivability? Are the research areas we are working on today
realistic in the world andyaqainst the problems we will face five vears
downstream? Ten years? |

Is the organization of the Agency the kind of configuration that
is needed to satisfy the collection requirements, the informetion.-needs,
the research and develooment demands of the space age? Can we afford to
compete within the Agency for increasinqgly scarce resources? Do we need
a Deputy Directorate for the Soviet Union which has within its organization
the total spectrum of collection and production responsibilities? Similarly
for the Peoples Reoublic of China and other aeographic areas? Would
centralized responsibility for aeoaravhic area intelligence targets make

the collection and pnroduction efforts more resnongive to the customer?

4
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Would it reduce administrative support reouirements? Would an
independent Deputy Directorate for Personnel enhance the management
of people — our most valuable recource? Would a functional organization
centralizing the command and control of collectors and processors be more
responsive and more efficient?

Whereas the above sets of cuestions are ones which would fail within
subsets of objectives and tasks related to our general statement of primary
goals, these same questions suggest an additional set of cuestiohs which
relate to specific problems within each directorate or pertinent to specific
activities. The orimary goals are mission-oriented. When we change our
perspective to look at the problem from within the directorates per se, we
become problem oriented. It is at this point that the "goals" as such
become narrower in scove, lose their cross-directorate application and
search for solutions to specific problems.

1f we address the primary goals first and then the correlative
subsets of guestions relating to these primary goals, the prdblem—oriented

goals will become more immediately apparent and assume their proper priority.

7
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